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Guide to the Baystate Health Platform 


There has been a lot of work in the past few years related to the qualities of the team members who 
make up Baystate Health (BH), how we do our work together, and the goals we pursue as a system. The 
work has included conversations about values, culture, compass points, and how we are perceived by 
those we serve. All of this language needs to harmonize in a way we all understand and can 
communicate. This guide is intended to provide the framework of how these various concepts fit 
together. | understand that each of us will have our own style of leading or working with our teams, so 
the guide is not meant to be constraining. Rather it is meant to be the common ground from which we 
manage the diverse and complex components of our system. 


Managing the Purpose of the Organization 


At the center of our work is Baystate Health’s Mission Statement: To improve the health of the people 
in our communities every day, with quality and compassion. This statement describes why BH exists. It 
has stood the test of time since BH was formed in the 1970s. This mission has been at the foundation of 
our 2020 strategy and other strategic plans that preceded it. While our Mission Statement identifies our 
purpose, it is the Vision Statement that focuses our aspirations and will serve as the focal point for our 
strategic planning. The vision statement is based on the mission statement and describes how we fulfill 
the mission in today’s environment. Additionally, the BH Promise provides our employees and those we 
serve with a shortened version of our Vision Statement. 


This past year, in preparation for updating and refining our Vision Statement and Promise, we 
conducted research through focus groups, interviews and questionnaires with both internal and external 
stakeholders to measure how BH is perceived and experienced. What we heard is how important BH 
has been during critical times in their lives, which led us to the central theme of making a difference in 
people’s lives, something our health system has been doing for generations. 


Beyond the clinical outcomes of care, however, we heard of unmet expectations that have to do with 
access, convenience, and respect: the “hassle factor” that those we serve experience too often. While 
some of the issues identified related to shortages of providers or constraints on program growth due to 
finances, others related to work processes that were not designed with consumers in mind. These 
issues are annoying to everyone when we experience them as consumers in our daily lives, but they take 
ona larger significance in health care. | believe that when people struggle to access care, are kept 
waiting for long times, feel uninvolved in their care, or feel treated like a number, it is a cause of 
needless suffering. 


The feedback from the research was hard to hear, but it was not surprising. It is consistent with what 
we have been hearing from our patient experience surveys and from our Patient and Family Advisory 
Councils. Reducing suffering related to the hassle factor will be a central focus of our work as we 
develop our strategy for 2025. 


In recognition of the need to maintain our strong position of clinical excellence and innovation, while 
constantly seeking to improve the experience of those seeking our services, we developed a new Vision 
Statement that will underpin our 2025 strategy: We enhance your life as a trusted partner in health. 
The statement recognizes the importance of understanding and respecting the unique individual who is 
the object of our care and focus of our relationship. 


The new Promise (a shorthand version of the vision statement), which you likely have seen in our new 
branding campaign is: Advancing Care. Enhancing Lives. Advancing care reaffirms our commitment to 
maintain our traditional strengths in clinical excellence in an environment of learning, integration, and 
innovation; Enhancing Lives commits us to build new strength in offering exceptional experiences that 
make a difference in the lives of those we serve. The new promise recognizes those we serve as the 
ultimate judges of whether we are fulfilling our mission of improving health. 


The new vision statement and promise reflect how we plan to bring our mission to life in a world where 
consumers are increasingly focused on service and convenience. We have come a long way in working 
together as a system and taking responsibility for a global budget for the care of a population. Now we 
need to move to the next level. Our 2025 Strategy, which we are developing now, will offer a more 
detailed roadmap on how we will go about bringing the vision and promise to life. 


Managing Ourselves and Our Teams 


We have defined why we exist (mission) and our aspirations for fulfilling our mission as we move 
forward in the years to come (vision and promise). Let’s now examine what we need to do as members 
of the organization and of the teams that get the work done from day to day. 


Our values are the foundation for how we behave as individuals in support of our mission. These are the 
qualities we look for when we bring individuals into the organization so that we can maintain what is at 
our very core. In my experience, they are hard to instill if individuals do not already possess them. 
Moreover, shortfalls in these areas are the most common reason that people are asked to leave the 
organization. As we examined our culture over the last year and a half, a team of leaders streamlined 
our former Operating Principles and Caring Values into four core Baystate Health Values: 


Respect: Honoring the dignity of all people. 

Integrity: Consistent, honest and ethical behavior. 
Teamwork: Helping each other to thrive. 

Lifelong learning: Seeking new ideas and knowledge. 


In addition to the values we look for in bringing individuals into the organization, we seek to foster 
specific behaviors that advance our mission and vision. These are our Core Competencies. 
Competencies are observable behaviors that can be learned by individuals. We recognize them, we can 
teach them, and we reward them as part of our performance management process. The core 
competencies have been selected by a multidisciplinary group from a list of nearly 40 recognized 
organizational competencies. They represent the most important behaviors we seek to foster in 
advancing the mission: 


e Service focus: Meeting the expectations of patients, consumers and employees. 

e Ownership: Holding others and ourselves accountable to meet commitments. 

e Collaboration: Building partnerships and working together to meet shared objectives. 

e Valuing differences: Recognizing how different perspectives and cultures strengthen the 
organization. 

e Courage: Persevering to withstand fear, difficulty or uncomfortable situations. 


In addition to the Core Competencies, there are two additional Leadership Competencies that we seek 
to develop in all those in leadership positions at BH: 


e = Instilling Trust: Being direct, consistent, and authentic in how we lead. 


e Managing Conflict: Knowing how to foster open conversations, work through disagreements 
and settle differences in productive ways. 


The values and competencies speak to behaviors at the individual level. When dealing with the behavior 
of teams or larger groups, we are influenced by organizational culture. An organization’s culture is a set 
of unwritten rules that govern behaviors, in short “the way we do things around here.” Over the last 
year, we examined how we wish to work together and identified our desired organizational culture. 
Feedback from several hundred team members suggested that our current culture was not the one we 
needed to best adapt to the demanding and ever changing health care world we now find ourselves in. 
We needed to achieve greater balance between task completion and fostering relationships; between 
hierarchy and participation; between flexibility and rigidity; and between a focus on short term vs. long 
term results. Thus, we began the ongoing work of changing our culture. 


Cultural Pillars were formulated by a multidisciplinary group to describe the culture we wish to develop. 
These pillars are: 


e One Baystate Health: Working to strengthen the enterprise as a whole. 

e Lead with purpose and respect: Aligning the work of the team with the overall goals of the 
organization, being comfortable with ambiguity, and creating an environment of inclusion. 

e Dare to learn and be bold: Being open to new ideas, committing to discovery and 
improvement, challenging conventional wisdom. 

e Lift up our talent and unleash our potential: Encouraging diverse perspectives, developing 
talent, advancing transparency, and fostering front line decision making. 


An Organizational Transformation Steering Team has been meeting to make sure our leadership 
development programs, performance management systems, organizational structure, policies and 
practices promote our desired culture. 


Achieving the Vision 


Once we have the right people working together in the right way, we use our Strategic Plan as a road 
map for how we achieve the vision. Every five years, we revisit our strategic plan to make sure that we 
understand important changes in the environment that will affect how we pursue our ultimate goals 
(our Compass Points). We are now launching our 2025 Strategy, and while we understand that each 
clinical service line has a distinct strategic context in terms of competitors, market share, and new 
technologies, there are four key themes that have been agreed to by our senior team that will guide our 
work across the enterprise. These are: 


e Workplace of Choice: A diverse, engaged, and high performing workforce reflective of the 
communities we serve is critical to fulfilling the mission and vision of Baystate Health. We will 
help employees succeed by prioritizing their safety, wellness, growth, and sense of belonging, 
ensuring we have the talent and skill to meet the needs of the future. 

e Consumer Strategy: Understanding the unique needs of different individuals is at the heart of 
enhancing lives. This will mean reducing barriers to access to health care services of all types, as 
well as reducing the friction associated with the experience of using our system. 

e Comprehensive Primary Care: We have a long experience in team-based care and accepting 
financial risk for an assigned population. Based on our study of top performing primary care 
groups from across the country, we will continue to pursue opportunities to improve how we 
organize and deliver care in a population health model. 


e Growth in Specialty Care: measurable growth in market share in key areas that are traditional 
sources of strength and critical to our mission, specifically Heart & Vascular, Cancer, 
Neurosciences, Orthopedics, and Surgery. 


In each of these areas, specific strategies, with clearly defined measures of success, will be the work of 
2020 to provide clear guidance for our efforts through 2025. 


We measure our success in fulfilling our mission and vision as well as our progress towards our defined 
strategies in each of four Compass Points: Safety, Quality, Experience, and Value. They are the key 
deliverables of our work, the areas that everyone expects from their health care provider. They also 
guide our internal interactions for those areas that are not patient facing — recognizing that all team 
members are central to fulfilling our mission. That is why the Compass Point of Experience now includes 
both Patient Experience and Employee Engagement. For each Compass Point, we have selected 
performance measures based on relevant national comparisons. We track our progress towards these 
goals on our Performance Scorecard. We believe that achieving top performance in the Compass Points 
is the key indicator of whether we have succeeded in fulfilling our mission and vision. Most areas of the 
organization (entities, services lines, programs and more) have developed more specific goals in each 
Compass Point area that harmonize with our overall organizational strategic goals. 


As we pursue our 2025 strategy, we will continue to rely on the five areas that give Baystate Health an 
advantage over other health systems. We call these the factors that power our strategy, and they 
include our: 1) Academic Identity; 2) Best Place to Work activities; 3) Integration with Health New 
England; 4) Information and Technology infrastructure; and 5) The BH Management and Improvement 
System. Without these key assets and activities, it is unlikely we deliver on top performance in our 
Compass Points goals. 


Conclusion 


The different areas of values, competencies, culture, and strategy build upon one another in service to 
the mission and vision. Individuals with the right values who are working to hone the right 
competencies will be better able to build a new culture within and beyond their teams — ultimately 
enabling BH to fulfill its vision. The graphic at the end of this guide illustrates the virtuous cycle that 
occurs between vision, values, competencies, and culture to deliver on the compass point goals, which 
in turn enables us to fulfill our vision. 


To achieve our vision, we must retain our traditional clinical strengths while becoming a more service- 
focused organization. This will not be easy. Advancing care and enhancing lives in the communities we 
serve will require determined, aligned and focused leadership. It will require team members with the 
right values and competencies. It will require teams that have the right culture. Ultimately, it will be 
reflected in our standard Compass Point measures, particularly in the area of Experience (both patient 
experience and employee engagement). 


As leaders, we need to be clear — both in word and deed — about the Baystate Health Leadership 
Platform. We will need to choose and develop the right people and lead our teams in ways that bring 
forth their energy and passion. This means linking each day’s work to the overall mission, developing 
consensus measures of success, providing clarity around organizational expectations, and encouraging 
contributions of new ideas from diverse sources. Ultimately, our success is determined by those we 
serve; it is essential that we enhance their lives in ways that matter to them. 


| look forward to hearing your ideas and stories on how we can bring the Baystate Health Platform to life 
to fulfill our mission and vision. 
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